In complex organizations, quality leadership entails the solicitation of membership feedback for problem-solving and problem prevention. The impact from changing conditions on membership attitudes and perceptions is considered highly relevant to the continued success of the organization. To provide such organizational information to the senior leadership of the U.S. Navy Dental Corps, the Chief of the Dental Corps requested that the Naval Health Research Center (NHRC) develop and execute a study to assess organizational issues and outcomes within the Dental Corps. This study would provide specific decision-support information to evaluate existing policies, improve management practices, and facilitate long-range planning.
The inital attitudinal study 1 -2 of the U.S. Navy Dental Corps reported that lieutentants and lieutenant commanders showed the highest relative percent increase in anticipated non-retirement losses. Among lieutenant commanders, turnover intent was disproportionately high for oral/maxillofadal surgeons, periodontists, and endodontists. Moreover, satisfaction with the job, pay, and promotion opportunities were negatively associated with turnover intent. Fifty-three percent of all lieutenants and lieutenant commanders intending to separate from the Navy specified pay or lack of promotion opportunities as the primary reason. The current study includes comparisons with this earlier work.
Previous organizational research 3 has suggested that the psychological climate of one's current job situation is determined by: (a) the individual's cognitively based description of the situation, (b) a psychological processing of specific perceptions into more abstract depictions of the psychologically meaningful influences in the situation, (c) situational characteristics that have relatively direct and immediate ties to individual experience, and (d) applicability across a variety of situations. More recently, it was reported 4 that the characteristics of career stage (rank) significantly affect one's attitudes and job behavior. For example, several authors 56 have noted that during midcareer periods, the importance of career involvement typically declines in response to either internal pressure (e.g., perceived lack of advancement opportunities) or external pressure (e.g., expanded family responsibilities). Additionally, it has been reported that occupational differences may also affect the psychological climate within an organization. 7 ' 8 That is, significant differences observed within the organization may also be a function of the range of career opportunities available to members in different occupational groups. These findings support the need for the examination of perceptions and attitudes of personnel in terms of both career stage and occupational category.
Therefore, understanding certain complexities of military organizations entails an assessment of the perceptions and attitudes of its membership. The purpose of the present study is to assess the attitudes and perceptions of officers within the U.S. Navy Dental Corps as a function of occupational specialty, career stage, and gender. The assessment in this report will be based on the narrative-response portion of the 1994 survey of U. S. Navy Dental Corps officers.
Procedure
Based on input from the leadership of the Naval Dental Command and on standardized organizational measures, a 250-item survey was constructed to assess background information, career profile, turnover intent, and perceptions and attitudes regarding a number of Dental Corps issues. To provide some direct comparability to the earlier survey conducted in 1990, items from that survey were included in the 1994 survey. To enhance both objective assessment and comprehensive coverage of Dental Corps issues, both quantitative items, using likert-type rating scales, and qualitative items, using semistructured narrative responses, were included. The Chief of the Dental Corps reviewed the content of the final questionnaire. A copy of the questionnaire is provided in Appendix B.
In June 1994, the anonymous survey was mailed to all active-duty Navy Dental Corps officers. Privacy Act issues were addressed in a cover letter from the Chief of the Navy Dental Corps. As the surveys were returned to NHRC, the narrative responses were segregated for content analysis. Additionally, all anonymous narrative responses were detached from the survey, photocopied, and forwarded to the Chief of the Dental Corps. The narrative responses addressed: (a) the most positive aspects of serving in the Dental Corps, and Ob) the aspects of the Dental Corps most in need of improvement. These narrative items were also part of the 1990 survey. For reasons of continuity and comparability between the 1990 and 1994 survey data, the coding categories developed from content analysis of the 1990 survey were used as the starting point for the 1994 content analysis. The development of that coding scheme in 1990 involved an iterative process. In the first phase, a list of narrative responses was made from the first 600 surveys that were returned. These responses were grouped into categories on the basis of content similarity. Any subsequent responses that were not yet represented became new categories. Each category was assigned a unique numerical code. When a facet of a coded category became specified by enough respondents, it was given a new code to allow for a subsequent assessment of the proportion of comments that specified that facet. For example, many respondents identified "leadership" as an issue without providing details; many others specified a leadership facet, such as morale or performance evaluation. Hence, separate codes evolved for facets within a category as well as for new categories. As the 1994 content analyses progressed using the same process, the coding scheme remained basically unchanged. At the end of the coding process, an inter-rater reliability test was conducted between two independent coders on a 10% sample of the data. This analysis produced a significant Cohen's kappa of .81 (p < .001) and indicated that the coding process was highly reliable. Sample comments within each category are presented in Appendix C.
uniform, or dedication to the Navy or the Dental Corps. The Navy-related job conditions that were specified included absence of malpractice and overhead expenses, a ready patient population, freedom from payment-collection concerns, provision for sick leave and vacation time, and the opportunity for early-age retirement.
An inspection of the rank order of the response percentages of the positive aspects by military rank ( Figure 2 ) indicated a general consistency across rank. Deviations involved adjacent categories except for lieutenants. Lieutenants identified both camaraderie (52%) and training opportunities (38%) less frequently than did the other military ranks, but identified professional enrichment (46%) and Navy job conditions (23%) more frequently. 
Positive Aspects
Given multiple response opportunities per respondent, values sum to more than 100 percent.
Figure 3 presents response percentages for the leading positive aspects by gender. The frequency of responses matched on camaraderie (65%). However, more men (49%) identified training opportunities as a leading positive aspect than did women (39%), and more women (22%) identified Navy-related job conditions than did men (14%). However, the four most positive aspects were the same for men and women, each more than 38% of respondents. Table 2 presents response percentages for the leading positive aspects of serving in the Dental Corps by subspecialty. While general consistency was exhibited in the rank ordering of leading aspects across the subspecialties, more periodontists and oral diagnosticians identified training opportunities (67%) than the other subspecialties. General practitioners identified training opportunities (38%) less often while ranking Note: Totals sum to more than 100 percent due to multiple response options.
on-the-job enrichment relatively high (2nd/3rd, at 44%). Oral diagnosticians identified travel/duty assignments the most frequently (50%), while operative dentists identified it the least (8%), creating the greatest difference (42%) between categories.
Aspects in Need of Improvement. Comments regarding the three aspects of the Navy Dental Corps judged most in need of improvement were also analyzed ( Figure 4 Although the rank ordering of response percentages for the leading aspects in need of improvement are generally consistent across ranks, interesting differences appear to exist ( Figure 5 ). Lieutenants, for example, tend to emphasize pay more often (89%) than do other ranks. This is likely related to educational debt, which, for lieutenants, is an average of $48,999. Additionally, lieutenant commanders (46%) and commanders (52%) appear to be more concerned with lack of promotion opportunities than are lieutenants (23%) or captains (33%). An examination of the results by gender for the leading aspects in need of improvement revealed no rank-ordering differences in the top four responses ( Figure  6 ). However, fewer women identified pay (71%) than did men (80%), irrespective of marital status, as well as promotion (35% vs. 39%), and more identified leadership issues (34% vs. 30%).
Oral surgeons (88%), endodontists (85%), and operative dentists (85%) identified pay issues more frequently than the other subspecialties (Table 3 ). More oral diagnosticians identified chairside staffing shortage (ranked 3rd at 53%), promotion opportunity (60%), and, along with periodontists (22%), administrative/collateral-duty requirements (20%). Oral diagnosticians (13%) identified leadership issues less than other subspecialities.
DISCUSSION
As a means of assessing organizational issues, the qualitative item in a questionnaire has the advantages of efficiently allowing the respondent to define the issues, rather than to select from a predefined set, and to elaborate on why or how each issue affects him/her. Those advantages are, in part, offset by the limitations imposed by analysis of narrative content, which involves analyst interpretation and judgment. Though the process includes measures to minimize subjectivity (well accomplished in the present study, evidenced by the Cohen's kappa coefficient of .81), it also requires that judgments Note: Totals sum to more than 100 percent due to multiple response options.
be made about overlapping concepts (e.g., consider the overlap of the concepts included in a job-security concern elaborated on in terms of limited opportunities for promotion in the post-DOPMA Navy under circumstances of an evaluation process that is perceived to weigh administrative performance more heavily than clinical.) Thus, comprehensive coverage is gained at the expense of more objective analysis.
Nonetheless, the qualitative approach to assessing organizational issues can yield both valid and informative results. The results of this survey strongly echo the 1990 results. Once again, camaraderie, training opportunities, professional enrichment, and travel opportunities were the leading positive issues. It is clear from the replication of results that these four aspects of the Dental Corps are still available and are well appreciated by Dental Corps membership.
However, there are also some apparent differences between the results obtained in the present study and the study conducted in 1990, which had a 70% response rate. Specifically, under the leading positive issues, the percent of respondents citing the quality of delivered care decreased from 20.5% in 1990 to 11.0% in 1994. This decrease may reflect a drop in relative satisfaction and/or in relative personal importance. Other noteworthy changes occurred under the leading aspects in need of improvement. The percent of respondents indicating dissatisfaction with enlisted staffing (19.6%) and dissatisfaction with the competence of enlisted staff (14.7%) reported in 1991 decreased to 8.0% and 9.0%, respectively. This decrease in the percent of dissatisfaction would appear to be a positive change in the area of support staff. With regard to the current study, the emergence of Dental Corps officer shortage and Navy policies points to a shift in concerns that may warrent closer examination.
This study points to the value of examining organizational issues as a function of career stage and occupational specialty. In addition to considering aspects the membership finds rewarding, a rounded assessment of organizational climate also invites feedback on those aspects the membership finds problematic. Clearly, the overriding issue for Dental Corps officers continues to be pay ~ the only issue targeted by a majority of the respondents in 1990 (52%) and again in 1994 (79%). Furthermore, the substantive jump in the proportion of respondents specifying pay concerns identifies it as a growing problem. The tone of the responses that elaborated on pay objections ranged from resentment over perceived inequities, especially vis-a-vis civilian counterparts or Medical Corps officers, to frustration, to anger, and to despair from feeling overwhelmed by educational-loan debt. Many comments requested increases in salaries, bonuses, professional pay, or specialty pay, or recommended an effective loan deferment program. As suggested in 1990, Dental Corps leadership, in addition to supporting the aggressive pursuit of pay concessions from Congress, could help ameliorate this problem by convincing Dental Corps members of their awareness of the hardship involved and of their resolve to alleviate it.
Also continuing to be a critical issue for Dental Corps officers is promotion opportunity. It is the second leading issue again, as identified by 39% of respondents in 1990 and 38% in 1994. Respondents expressed concern in terms of restricted promotion opportunities, insufficient objectivity in the evaluation process, and overemphasis on nonclinical criteria. In today's Navy, failure to get promoted may engender involuntary loss of military employment. The 1990 analysis, which included narrative responses regarding the primary reasons for one's career intent, identified pay or lack of promotion opportunity as the primary reason for intent to separate from active duty for 53% of lieutenants and lieutenant commanders. That these two leading issues are so removed from the direct control of Dental Corps leadership all but forces the recourse to creative problem-solving in addressing them.
Leadership, the last of the notable leading issues for improvement, grew from a concern for 18% of 1990 respondents to 31% of 1994 respondents. More so than most, this category of response captured many overlapping concepts, some of which were deliberately segregated, namely into categories for dissatisfaction with morale, recognition/support, or career guidance. Not segregated were concepts specifying dissatisfaction with TQM implementation, with evaluation implementation, with topheavy leadership structure, and with the perceived quality or competence of leaders, especially in terms of supplying appropriate communication, posing as positive role models, delegating authority, exercising objectivity, practicing fair treatment, and promoting teamwork. All combined, 44% of the respondents targeted these leadership concepts with the following breakdown of overlapping concepts: morale, 4%; recognition/support, 14%; career guidance, 6%; TQM, 3%; performance evaluations, 11%; all others, 21%. (Note that due to multiple response opportunity, these figures are not strictly additive.) Hence, the encompassing nature of leadership contributes to its high response rate. Perhaps, the notion to weigh more heavily additional leadership training as a promotion criterion is the start of a creative solution to two of the three leading issues for Dental Corps officers.
The results of this study provide an assessment of the perceptions and attitudes of Dental Corps officers. The method allowed Dental Corps officers to define organizational issues from their viewpoint. They identified camaraderie, training opportunities, professional enrichment, and travel opportunities as particularly rewarding aspects of naval dentistry. They also identified pay, promotion, and leadership as leading concerns. Their feedback can serve as valuable information to Dental Corps leaders tackling policy evaluation, issue identification, and organizational planning. Analysis of the survey's quantitative data will be covered in a subsequent report. Purpose. Medical research information will be collected to enhance basic medical knowledge or to develop tests, procedures, and equipment to improve the diagnosis, treatment, or prevention of illness, injury or performance impairment. 3. Use. Medical research information will be used for statistical analyses and reports by the Departments of the Navy, Defense, and other U.S. government agencies, provided this is compatible with the purpose for which the information was collected. Use of the information may be granted to non-Government agencies or individuals by the Chief, Bureau of Medicine and Surgery, in accordance with the provisions of the Freedom of Information Act. 4. Disclosure. I understand that all information derived from the study will be retained at the Naval Health Research Center, San Diego, and that my anonymity will be maintained. I voluntarily agree to its disclosure to agencies or individuals identified in the preceding V^ paragraph, and I have been informed that failure to agree to such disclosure may negate the purposes of the study. 
Directions:
The following questions concern your general background. Please circle the number corresponding to the most appropriate answer or provide the indicated written response. . 4 . I feel that junior officers should be ranked. . 5. Grade boxes on fitness reports add additional information on performance that helps promotion/selection boards and detailers assess an officer's promotability, strengths, and weaknesses. . 6. Fitness reports provide an adequate description of the scope of an officer's job. . 7. The narrative section of the fitness report is usually well written and provides promotion/selection boards and detailers with useful and accurate information. . 8. The results of my fitness reports have had no adverse effects upon my selection for promotions or choice of duty stations. . 9. I feel that fitness reports are an objective and unbiased way to assess an officer's promotability and performance. .3.
B-3
Please answer each question by circling the number that best describes how things have been going on the job for you during the prior week.
During LAST WEEK, how well were you doing at: Please use the following scale to rate your agreement or disagreement with each of the following statements (circle one number for each question):
1. Even after overhead expenses, I could make much more money in tjie private sector.
2. I have too many collateral duties.
3. The Navy Dental Corps provides excellent training opportunities.
4. Navy dental residency programs are as good as or better than civilian dental residency programs.
5. The 4-year time-in-service eligibility requirement for P&Navy-^entäl residency programs is too long. 10. I would like a greater opportunity to do research.
11. My work day is too long.
12. I currently perform the job I was professionally trained to do. 15. Junior officers in the Dental Corps receive operational assignments too frequently fn their careers.
16. All specialties in the Dental Corps receive equal and fair treatment regarding career advancement opportunities.
17. The equipment used in Navy dentistry is adequate for providing good health care.
18. I am concerned about acquiring an infectious disease from a patient (e.g., AIDS).
IS; lam concerned about retaining my Navy position during downsizing.
20. The Dental Corps could increase retention by offering better financial incentives.
21. The Dental Corps should develop and implement an educational loan payback program for officers who augment or who remain on active duty for 20 years.
22. The Dental Corps should reinstate its pay credit policy for completing four years of dental school.
23. Navy Dental Corps specialty pay should be adjusted to match iBsviiiaüpäy-levels: for l&e specialties. 13. Adapting to growth and change in my spouse.
14. Opportunities for advancement.
15. Meeting other family needs.
16. Adapting to growth and changes in my children. Politics, rather than performance, affecting organizational decisions.
Not clearly understanding what is expected of you on your job. The lack of training and development opportunities. Receiving conflicting demands from your supervisor.
Management not being receptive to input from the employee.
Having too much work to do and not enough time to do it. The quality of supervision you receive. The pay that you receive.
Having responsibility for others. Not using your skills, knowledge, or abilities to their fullest extent. Not having adequate training to complete your job. High performance standards. The lack of job security. Your promotion progress. The way the authority system is structured (including required red tape and paperwork). Deadlines and/or time schedules. The nature of the work you do.
Based on the information provided above, for each of the two questions below, to what extent does the stress you experience on the job: (Circle one number for "a" and one number for "b.") a. Bother or upset you?
1. not at all 2. to a small extent 3. to some extent 4. to a great extent 5. to a very great extent m.
B-7
In this section you are asked to describe, as objectively as possible, the nature of your job. Each question has a sevenpoint scale. Please circle the number at the appropriate level of the scale that best describes each listed job characteristic. 5. To what extent does doing the job itself provide you with information about your work performance? That is, does the actual work itself provide clues about how well you are doing-aside from any "feedback" co-workers or supervisors may provide?
1-
Very little; the job itself is set up so I could work forever without finding out how well I am doing.
Moderately; sometimes doing the job provides "feedback" to me; sometimes it does not.
-8-
Very much; the job is set up so that I can get almost constant "feedback" as I work about how well I am doing. 24. Having a job which permits me to take on progressively more administrative responsibility is important to me.
B-8
25. I am extremely glad that I chose the Navy to work for over öfter organizations I was considering at the time I joined, 26. I would like to assume a position with more managerial responsibility.
27. In the long run, I would rather be respected by civilian specialists in my professional field than by my peers in the Navy. ;
-9- 
